Instilling ‘total force’ growth

USAF ALTERS FORCE DEVELOPMENT; FOCUSES CONSTRUCT ON INTEGRATION
_______________________________________________
Date: December 5, 2003 
The Air Force has altered how it develops its force, and by doing so hopes to better integrate personnel capabilities to meet future service needs, according to a senior leader who helped craft the new process.

The service’s efforts to evolve its force development construct began about six years ago under former service Chief of Staff Gen. Michael Ryan. With ideas formed under Ryan’s leadership, officials now under the command of Air Force Chief of Staff Gen. John Jumper are implementing ways to better prepare uniformed and non-uniformed personnel for future challenges.

“The more complex the world gets, just in our daily lives, the more capable people need to be to integrate things together, to take in large amounts of information from lots of different places and be able to distill that information and make decisions,” said Brig. Gen. Richard Hassan, director of the Air Force Senior Leader Management Office, during a Nov. 27 interview with Inside the Air Force.

The new process utilizes an “integrated” approach -- one that fills out any given career field across the spectrum of “total force,” or officer, civilian, enlisted, Guard and Reserve, development.

Take, for example, the public affairs career field. “In the public affairs career field, I don’t assign officers. I assign people, and I have to think across what civilians I have, what enlisted [personnel] I have, what officers I have and what kinds of things and responsibilities they can do for me. So I just can’t think over here in a vacuum about assigning officers. I’ve got to think about the whole career field,” Hassan illustrated.

The new force development approach fosters three “levels” of development -- tactical, operational and strategic.

The tactical, or individual, level involves growing to “be the best you can be at what you do.” At this echelon, officials consider experience, education and training to develop an individual’s skills for success in a given career.

For some members of the Air Force, development will not move beyond this tactical level, a new mindset for force growth. “That was pretty profound,” Hassan said of this approach. “That got rid of the one-size-fits-all [mentality] where we force every officer to do everything the same, even if they don’t want to.

“Some people really want to be just the best engineer they can be, or the best pilot they can be. And we have always treated them as outcasts, because if you didn’t want to continue to strive to be the chief of staff of the Air Force, somehow you were a failure. And we lost those people.”

The operational level of development includes the series of training and experiences given to an individual to contribute to larger service-wide integration. And finally, the strategic level of development offers education and experiences to an individual so that he or she can contribute to the integration of the Air Force across other national and international services and agencies.

The new development approach is very focused, as opposed to the previous process, which Hassan described as “all over the map.”

“We would send captains to squadron officer school and teach them about solving world hunger. . . . We don’t need a whole bunch of captains worrying about solving world hunger,” the one-star said. “Those guys need to understand about leadership.”

The construct for force development has been officially approved, according to Hassan. One-star representatives from the major commands are currently conducting “spread the word” briefings to explain to Air Force personnel this new plan. The officer development piece of the plan is complete; officials are now finishing up the civilian development aspect and will then complete the enlisted portion. In addition, the Air Force Reserve is playing an active role in adopting the new plan, while the Guard has to work out other issues before signing on to it, according to Hassan. “But they’ll come along,” he said.

Just last month, a Web-based development form was published for service personnel to complete. The templates move through a series of basic questions regarding individuals’ career expectations and goals. Results from those forms are submitted to a supervisor, who is then required to meet with the individual and discuss career options.

Above the development supervisor is a development team, which now includes functional managers and is taking the place of the former assignment teams. The development team “is looking across officer, enlisted and civilian [personnel]. They’re getting input from all of the individuals and their commanders and supervisors, giving them a rich amount of data to try and balance what the member would like to do -- what they see in their future -- and what the institution says . . . [are the] challenges and jobs and experiences” required for a certain field, Hassan said.

The development teams answer to the newly created Force Development Council, which consists of senior Air Force leadership and is tasked with allocating resources, both personnel and fiscal, in the face of Air Force mission demands (see related story). -- Elizabeth Rees
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